Conflict transformation, urban management,, public managers, mechanisms, Northern Ireland Abstract:
Societies emerging from ethno-political and inter-communal conflict face a range of complex problems that stem directly from the recent lived experience of bloodshed and injury, militarisation, securitisation and segregation. As institutional agents in such an environment, public managers perform the dual role of both interpreting public policy and implementing it within a politically contested space and place. In this article we address how managers cope with the outworking of ethnonationalist conflict and peace building within government processes and policy implementation and contend this is a subject of emerging concern within the wider public administration, urban studies and conflict literature. Using data from a witness seminar initiative on the Northern Ireland conflict transformation experience, we explain how public sector managers make sense of their role in post-agreement public management and highlight the importance of three identified mechanisms; 'bricolage', 'diffusion' and 'translation' in the management of public sector organisations and urban spaces in a context of entrenched conflict and an uncertain path to peace. 
Introduction
It is increasingly recognised that societies moving out of conflict often struggle with the spatial and social legacies of violence and segregation (Bollens 2000 , Brinkerhoff 2005 ). Such environments are often unstable. Initiating and sustaining the transition from conflict requires multi-pronged approaches aimed at building a sufficient anticonflict infrastructure to act as a brake on renewed conflict (Brinkerhoff and Brinkerhoff 2002 , UnitedNations 2010 , Bollens 2012 . Security, effective delivery of public goods and services, managing political participation and ensuring accountability are all functions necessary for the effective stabilisation of fragile, conflict affected states and plural societies (Bissessar 2009 , Brinkerhoff, Wetterberg et al. 2012 . Achieving these functions frequently requires change at institutional, organisational and political levels (Brown 1999 , Murphy 2013 , O'Connor 2014 . The context, content and process of change often constitutes a significant blockage in the stabilisation, normalisation and peace building processes which such states are so greatly reliant on (Goldie and Murphy 2010) . Even if these core functions develop successfully, the dual difficulties of economic recovery and the risk of future conflict remain (Collier, Hoeffler et al. 2008, Coakley and Todd 2014) . With a few notable exceptions, (Raco and Lin 2012, Fagan and Sircar 2015) to date, little research has looked at the process of engaging in challenging institutional change, with the backdrop of violent conflict, trauma and political as well as organisational, resistance to change (Murphy 2013 ).
The mechanisms of institutional, legislative and community based conflict reduction and peace building has been the subject of much of the literature around transition and conflict transformation (Bissessar, 2009; Bollens, 2011) . Good governance, security sector reform and the development of active citizenship are all seen as significant in establishing peace, pursuing state reconstruction and preventing future conflict (Kasirova 2014) . Economic regeneration, political participation, legacy issues and what is euphemistically termed 'living with the past' are also important concerns as processes move forward (Berg and Schaefer 2009, McDowell and .
Contested space (Yiftachel and Yacobi 2003 , Morrissey and Gaffikin 2006 , Calame and Charlesworth 2009 , Bollens 2011 ) represent a significant and sometimes daily challenge for those charged with managing public places. As institutional agents in Despite invoking the idea of institutional entrepreneurs as agents of change , the institutional literature has also largely focused on powerful actors and neglected the role of managers in coping with and shaping the dynamics of change (Maguire, Hardy et al. 2004, Lounsbury and Crumley 2007) . Thus, the role of managers (as agents of institutional change and implementers of urban policy) and the mechanisms facilitating political progress in public sector post conflict contexts are not well understood (Brinkerhoff 2005; Bollens 2000; O'Connor 2014) .
Using witness seminars, a methodology developed to initiate focused discussions about issues such as policy development and implementation at pivotal moments (Allen, Allen et al. 2004 , Todd 2010 , we trace the outworking of the mechanisms of institutional change through the management of contested policy implementation. We observe the combining and recombining of existing institutional knowledge and tacit political and community experience. The findings suggest that public sector managers are acting as 'imaginative bricoleurs' (Campbell, 2004) within conflict environments, employing diffusion and translation to navigate complex socio-political, legislative and spatial landscapes. The introduction of new elements into the situation through the emerging peace process have allowed managers to expand their repertoire and reach, and in some cases resolve, issues more effectively than political agents at the elite or social agents at a community level. New legislative provision has facilitated this process further.
In the sections that follow we begin by building a theoretical framework to further our understanding of the agents and mechanisms of institutional change and its interaction with complex conflict management dynamics. We then document the background to the case study (Northern Ireland) and the historic role of public sector managers through the Northern Ireland conflict. In doing so we highlight the processes by some reflections on the previously obscured role of public managers in such environments, the usefulness of a mechanism based explanation, and the implications of this for public management and conflict transformation processes in the future.
Theoretical framework: the agents and mechanisms of institutional change
Public sector managers are faced with considerable demands during periods of violent conflict and in the transition to a less violent, but a still divided extraneous environment. Both stability and change are achieved though dynamic inputs from actors who reproduce the system over time (Weick 1987) . Rather than actors following rules, either consciously by imitation or coercion or unconsciously by tacit agreement, as assumed in some forms of institutional theory, , Jepperson 1991 , actors have interests, resources, or positions within the system and have the potential to change the system (Stone 1989 , Fligstein 2001 by securing "enough co-operation among disparate community elements to get things done" (Stone, 1989: 227) .
In times of change new "cultural frames" or "logics of action" come into existence.
Individuals frame lines of action, and mobilize people in the service of these action frames (Fligstein 2001 , Snow and Benford 1988 , Snow 1992 , Jasper 2004 , Jasper 2006 . Actors interact with knowledge of one another under a set of common understandings about purpose, relationships and the rules that govern legitimate action (McAdam and Scott 2005) . Actors develop shared understandings about relationships, the "rules of the game" and institutional norms (Scott 1994 ) that help to establish the boundaries and the appropriate ways of behaving (Lawerence 1999) .
Socially constructed expectations and practices become disseminated and reproduced (Scott 1994 , Scott 1995 ') The challenge then for public sector managers is to draw on the past but also allow this learning to shape present and future decisions. In contested public spaces, this is often both necessary and unappetising. Jervis (1976) notes that it is telling 'we cannot make sense out of our environment without assuming that, in some sense, the future will resemble the past' (Jervis 1979: 217) . Understanding how such individuals and teams are able to sustain and indeed progress project and policy implementation in such volatility is a question of interest not only in relation to understanding past conflict, but to seeking to better equip managers in the future. Campbell (2004) explains the process of institutional change through the mechanisms of bricolage, diffusion, translation (Campbell 2004) . Bricolage means making do with whatever resources are at hand (Weick 1993) and 'the process whereby actors recombine locally available institutional principles and practices in ways that yield change' (Campbell 2004: 65) . These elements are often borrowed from other contexts, to create a new configuration of social activity (Weick, 1993 ). Campbell (2004 identifies two types of bricolage: substantive, involving the recombination of already existing institutional principles and practices to address existing problems (March and Olsen 1989) and symbolic engaging in the recombination of symbolic principles and practices acceptable and legitimate inside a broad social environment.
The key elements in bricolage are innovative and creative people -'the bricoleurs' (Campbell, 2004) . Diffusion involves the spread of ideas, structures, and practices, often via networks and translation involves the modification and implementation of ideas to work in specific local contexts (Campbell, 2004 (Hedström and Swedberg 1998) . Mechanisms in both the social and physical sciences may be invisible (Hernes 1998) . For example, gravity may be unobservable but it does not prevent us from understanding, appreciating and researching its effects. Research can help produce theories of the mechanisms that explain outcome patterns. To better specify and explain such mechanisms necessitates narrative based studies (Davis 2006 ) which retain the type of 'thick description' (Geertz 1973) of complex social phenomena, such as public sector organisations in a historical context of entrenched conflict.
Public sector managers in Northern Ireland
While the Northern Ireland conflict has been the subject of much scholarly activity, the role of Northern Ireland's public sector and the impact of the conflict on the sector are much less well understood. Since the Good Friday/Belfast Agreement in 1998 the Northern Ireland public sector has been dominated by the implementation of institutional reform, the active refinement of consociationalist government and the innovation of ambiguity in the political process (Goldie and Murphy 2010) . The public sector has often found itself implementing, managing or at a minimum responding to a range of challenging new socio-political and still contested Phases of peacebuilding are commonly understood as dynamic and often progress and regress simultaneously (Macginty and Darby 2000) and the role of public sector managers is further complicated by the shifting sands of the peace process. In the case study of Northern Ireland, we identify three environments of action that are environments. It is to these experiences that the paper now turns.
Actors' experiences are analysed through three key lenses. The first bricolage in this context and which relates to organisational decision-making and action, which is deeply embedded in the reality of conflict and violence. The second, diffusion sketches out the process whereby new knowledge and people began to impact on the process, the third translation helps explain how new elements introduced into the process, like legislation and structures enabled managers to operate in different ways.
Methodological approach
The theoretical background informing this study outlined above seeks to explore a complex process of change and instability within public sector organisations operating in environments of violent conflict. As such, the methodology selected needed to be sufficiently flexible to capture diverse views and the participation of organisationally disparate individuals, to provide space for individual and group recollection and reflection and to explore complex organisational processes and institutional norms (Stone, 1989; Fligstein, 2001; Scott, 1994) . Data captured the experiences of public sector managers, who were involved in and responsible for policy implementation in Northern Ireland, and whose lived experiences correspond to the management of on-going conflict-related public policy issues, building peace, managing segregated urban environments and responding to continued societal and political change. Witness seminars, developed as a technique to facilitate the creation of material or insights from recent history, allow for the exploration of carefully delineated research questions through focused discussion and provide the opportunity to better understand policy development and implementation at pivotal moments, making them a considered and methodologically innovative choice (Allen, Allen et al. 2004, Coakley and Todd 2014) . June, 2013) . In an environment that offered little in the way of an accepted 'logics of action', there was a need for officials to 'find the cracks and fissures and work them', while operating within 'the space in the middle with implied authorisation from politicians, the contradictions of 'political deniability' and an ability to 'frame the conversation' in a way which moved the agenda towards even a minor point of agreement. This was often a pressing concern with the public memorialisation of past conflict or violence. June, 2013) . During this phase of violent conflict in which the governing state was perceived as both upholder and breaker of the law it was unsurprising that the incompatibility of central governmental agendas and the priorities of contested, segregated and often violent communities created a vacuum that public sector managers were forced to fill.
Bricolage 'Whatever you do, hold the ground'
Deepening the application of 'symbolic bricolage', the conflict experience of public sector managers also demonstrates the need to behave in ways that were outside structures but acceptable within broader social conventions. Managing the reality of political of dissonance was also a concern and a challenge.
This was particularly in regard to community and territorial demarcation and division. Oct, 2013) illustrating the fundamental compromise at heart of depiction.
Within the Arts Management sector, the significance of diversity management and the opportunity to make positive interventions was signalled out as foremost in the minds of those engaged. The sector has also had to manage the dilemma of 'dealing with the past' -a real burden in environments where so many have suffered in periods of social dislocation, violence and fear, and museums as a 'living metaphor' of an inability to deal with 'the troubles legacy '(Senior Manager, Northern Ireland Arts Sector29 th Oct, 2013) .
Reinforcing the intricate and often thorny environment in which public sector managers are working to design and deliver a range of policy initiatives, organisationally and on the ground, the witness seminars established that there are This paper has drawn on the lived experiences of public managers from a range of sectors in Northern Ireland to attempt to determine the underlying mechanisms assisting public sector managers to cope with the consequences of both war and peace.
Our finding suggest public sector managers as key agents, play are role of 'imaginative bricoleurs' (Campbell 2004) in the resolution of conflict and the development of innovative solutions to intractable community difficulties. The most significant observation in relation to the observable outworking's of these mechanisms is the nature of the interaction between the mechanisms themselves which in itself, reinforces and strengthens the impact. The bricolage of managers, using existing structures and accepted processes in innovative ways helps us to understand some of the difficult and controversial decisions that were made during the period of conflict both within organisations and in relation to communities.
The peace agreements and concurrent processes provided scope for a new set of 'culture frames' or 'logics of action' (Snow and Benford 1988 , Snow 1992 , Fligstein 2001 , Jasper 2004 , Jasper 2006 for the public sector organisations and their managers to develop innovative and creative responses to complex and entrenched issues. As agents for change in a society emerging from conflict, the public sector has found itself facing challenges which required organisational, political and spatial knowledge.
Through the case study of Northern Ireland, central lessons become clear: firstly, understanding and approaching peacebuilding in divided and contested spaces requires attention to be paid to institutional forces they often steer the unsteady elite and community levels while developing 'cultural frames' for current and future practice; secondly, a better understanding of underlying casual mechanisms represents an opportunity to understand more clearly the role played by public sector managers;
thirdly, in explaining how contested issues are confronted, tackled or negotiated, the explanations of agents and mechanisms of change shed light on the often over-looked 
Conclusion
This paper highlights the crucial role of public sector managers as agents of institutional change in societies emerging from ethno-political and inter-communal conflict. Drawing on Campbell (2004) , we explain the process of institutional change in post conflict Northern Ireland through the mechanisms of bricolage, diffusion and translation. We refer to these as 'obscured mechanisms' not only because mechanisms by their nature are hidden, but because the role of public managers in securing and building peace has been known, sometimes acknowledged but rarely understood as a significant aspect of the conflict transformation process. Drawing on data from a witness seminar initiative with public sector managers who were involved 1  2  3  4  5  6  7  8  9  10  11  12  13  14  15  16  17  18  19  20  21  22  23  24  25  26  27  28  29  30  31  32  33  34  35  36  37  38  39  40  41  42  43  44  45  46  47  48  49  50  51  52  53  54  55  56  57  58  59  60 
